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Execufive Summary

Loz Angeles County 13 the largest local enwironmental public health agency m the State of
Calhfornia and i most cases larger than most states in the United States. It1s becoming more
difficult to retamn inspectors who are experienced and trained as they seek other employment
with higher compensations or hetter opportunities with another public health agency. Because
salary increases are bevond the control of the enwvironmental health leadership, alternative
methods are needed to dissuade staff from leawing Enrrontmental Health. Replacement of
older staff members who are approaching retirement and holding key positions requires
succession planning to matntain the intellectual knowledge,

Thiz report tries to determine the explanations for staff departures by reviewing mdividual ext
interview gquestionnaires that categorized the reasons for departures and by analyzing data from
the Enwronmental Health Management Information System for staffing trends. In addition, the
repott will explore the opportunities awvatlable i Los Angeles County to attract experienced
enwirontmental health specialists and to retain existing staff

Introduction/Backeround

Los Angeles County Ensrironmental Health 15 responsible for 40,000 fized food facilities, 6,000
mohile food vehicles, 70400 housing complexes with 5 units or more, 16,000 public
swiarntning pools, 1,300 solid waste sites, 200 small water systems, 440 animal keepers, 2,000
plan reviews for private septic systems/poolaffood facilities, and responding to approzimately
20,000 general citizen requests, 1n a gquiet year. Smce 1995, the annual turnover rate for Los
Angeles County Environmental Health Specialists has increazed, placing an added burden on

remmaining staft to mmeet the goal of 400,000 site inspections per year,

some of the wacancy rate can be traced to budget ssues inthe mid 1990° 5 when Environmental
Health dewveloped a large surplus of revenue as a result of increased permit inventories, and
inp osed hiring freezes. The number of retal food facilities grew rapidly, increasing revenue
while the mumber of filled positions decreased to meet the department’s budget shortfalls. This
created lower salary expenditures and eventually an 11 million dollar swrplus. A lawsuit was
hrought on by the employee unon, resulting 1o the creation of a trust und where all revenue
was placed hefore heing withdrawn to pay for salary and operating expenditures. In order to
expend thizs surplus, the County decided to use the surplus to pay for staffing augmentations i
the food program to manage the wwentory increases and to forgo future fee adjustments over
several years until the swrplus had heen exhauste d,

Ahbstamming from fee mereases during this period faled to account for increased staffing and
salaty expenditures. Once the surplus was depleted, subsequent fee adustmernts to maintain
staffing were newer sufficient to halance the budget It appears that senior management was not
willing to request such a fee increase from the Board of Supervisors. The lower fee increases
that were approved resulted 1n a deficit budget, reguirmg positions to remain vacant while
money was saved through salary sawings. The effect of these vacancies over the next seweral
vears reduced promotional opportanities and lateral transfer to other deswed disciplines 1n

Enwrommental Health

Problem Statement

The County of Los Angeles 13 losing more emnployees through the attrition of mdividuals
seeking higher salaries, different career paths, and retirement than that ganed from the
recrutmernt and retention of gqualified inspectors. Salanes and the cost of living 1n Los Angeles
may not he the number one cause of why people leave, but it [ one that 15 heard fregquently. The
Loma Linda study on Califorma “attributed the faltermng stability of theyr workforce to several
reasons, tnost notable low salaries and high housing costs.™ The Center for Disease Control and
FPrevention (CDC’s) Nationa! Srategy to Revitalize Emiranmental Public Health Semvices
identifies the problem as “pay scales 1n the public sector often are low, and as public health
depatrtments take on more environmental 15sues, rapid turnowver of staff frequently ocours”™
Fetating and recruting environmental public health staff1s national 1ssue, not qust a local
problem.

In Los Angeles County, some individual look outside the depattment for careers or professions
that more closely fit thew particular talents. Others, whose career paths are not being fulfilled
hecause their opportunity to worlk in other programes 12 heing hlocked, find fulfillment m

neighboring counties.

Fetirement 12 sommething that local agencies need to be planning for as employees get older and
turn to new careers. Most of these workers have spent their entire careers in Environmental
Health collecting useful knowledge, which needs to be shared with younger staff members.
Some of these indrriduals hawe also become leaders and need to dewelop thewr successor’s
capacity to perform public health actrrities.

Staffing Trends

Environmenitcal Health Management Information Sysiam

In reviewing data from the Environmerntal health Management Information Systemn (EHMIE)
database, there 15 a noticeable upward trend m the turover rate that has doubled since 1995 The
turnower rate was high during 2000, 2001, 2002, then dropped 10 2003 hefore icreasing in 2004
and again in 2005 to a peak high of 966 percent. When cotmparing the experience levels between
specialty units, such as recreational health and solid waste programs, and the entrv-lewel units that
petfortm the retal food or rental housing inspections, the lewels are higher in the specialty units, as 1z
expected. More tmportantly, the experience lewvel 1n hoth categories 15 declining. This can be
attributed to the higher turnower rate and the beginning retiement of the baby hootmer generation.

Breakdown of Resignations
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Crrrent Skaff and Resioned Staff
The average age of staff resigning in the last 21z years 15 42 years old. The average length

of employment of this staff 15 eight years.

In comparison to current staff and staff that hawe

resigned, there seems to be no real difference. This 15 misleading smce all of the senior
matnagement personnel are not counted in the EHMIS database nor are their ages, length of

stay, and average salary, which one would expect to be much higher.

COMPARISON BETWEEN CURRENT STAFF AND RESIGNED STAFF

Los Angeles County Environmental Health, 2000- 2006

Current (M=f27)

Eesigned (HN=369)
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Awerage Length within EH 11 wrs
Average Salary $4.471. 36
Last Promotion 7.8 vrs
Average Mumhber of Transfers 5
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Exit futerview Questionrires
An extt interwew 13 held by Staff Development staff when employvees return County
property at administrative headguarters. The purpose 18 to gather reasons and try to address
those 12sues cansing thetn to resign.
One hundred and forty-one individuals hawve left Loz Angeles 1n the last three vears. In
reviewing the exit interview questionnanes of staff that have restoned, most left for higher
salaries i other counties, state, federal governmental positions, and private industry. It also
reveals that some staff left for greater opportunities in other environmental health programs,

that are not awvailable 1n Los Angeles.

who leave to pursue other career options.
Danographics
The detnographics between Los Angeles County Enwironmental Health Specialists and the
rest of the State of California were also compared Both the California and Loz Angeles
County are similar in percentage of male to female, 55%% males and 45% females 1n the
state, to 56% males and 44% females in the County. With regard to ethnicity of mspectors,
there are 61% white mspectors i California, but only 32% m Lo Angeles County. There
are mote Black mspectors in Los Angeles County than the State, while the percentage of
Hizpanic ispectors 15 the same i the State and County. Other ethnicity and age
differences hetween California and Los Angeles are also listed m the following tahle.

Fetrements only represent 28%%6 of all individuals

{_ategory

Gender

Iales
Fetnales

Ethic Origin

White

Blacl

Hizpanic

Azian Pacific Islander
Cithet/ Filipino

Age

18-24
25-44
45-64
65+

state of California

55%
4%

61%
8%
1 &%
1 1%%
3%%

2%
52%0
45%%

1%%

50%%
4454

324%0
1 5%
1 6%
23%,

5o

2%
5%
4 3%
1%

Los Angeles County

Maote: Information 1n the abowve tahle comes from the Loma Linda Universty School of Public Health

study Califorsmia v County and City Emvironmental Services Delivery System by Paola Caze and Dawid
Dwack and the Los Angeles County, Environmental Health Management Information System.

Canisal Loop Dicgrerns and Applicable Archetypes:
The following causal loop diagrams and archetypes explain the obstacles with Los Angeles County

efforts to retain staff Fizes That Backfire loop explams that while hawing staff remain 1n a program for
a long time, thiz frzes the tnmediate goal of program stahility, owver the long term it backfires as it does

not build workforce capacity and reduces the motivation for succession planning,

Fixes That Backfire
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The Fifth Discipline Field book describes acoidental adwversary’s archetvpe by “how two groups of
people who ought to be i partnership with each other, and who want to be i parthership with each
other, end up hitterly oppozed.™ Thiz & a classic union and management situation 1n which the leaders
of the organization seize on an opportunity to fiz a problem and clash wath the union. This affects some
metmhbers negatively. The County sees the opportunity to build competency wathin the organization by
rotating staff to challenging positions. The wmon reacts negatively to the proposal, resulting 10 no

collaboration.

If we train staff they will stay
and EH can build capacity
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National Goals Supported

One of the Centers of Disease Control and Prevention Health Protection goals 13 to “mcrease the mumber of
cormmunities that protect, and promote health and safety and prevent illness and inyury in all thew members™ This
project does this hy mereasing the capacity 1n Los Angeles County to confront emerging threats with a capahle
workforce that 15 highly traned with a diverse understanding of envvironmental health. Emplovees need to be well
prepared i case they are called to become first responders 1n identifying and assessing a public health 1s5ue.

Thiz project 15 also 10 agreement with CDC™ s efforts to revitalize the MNation’s enwvironmental delivery service by
developing the worldforce and buitlding program capacity to meet exsting and new public health threats. Even the
American Public Health Associationrecognizes the need to have a well-qualifie d workforce with standar dized
cotnp etencies.

Project Lagic Madel: Goal. Improve the retention rate and competency of Environmental Health Specialists in
Loz Angeles County
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PROJECT OBJECTIVES/DESCRIPTION/DELIVERABLES

Pragram Goal:  Toncrease retention i Los Angeles County of environmental health specialist staff and buald
program capacity in a learning organization.
Health Problem: The lack of a trained and experienced workforce of enwironmental health specialist 15 threatening
the cotmmunity capacity to respond to public health 15sues.
Cuteame Objective: To change program and employvee perspective in developing a diverse career path
towards tcreasing competency and capacity in etvvironmental health
Dgterminant. The number of vacancies and the difficulty 10 recruting new employees,
Impact Objective: Decrease in the mumber of wvacancies and mcrease the higher lewvel of competency 1n
staff to respond to public health 1z5ues.
Coptribating Fackors:
1. The high cost of liwing 1n Los Angeles.
2. Balary compensation lewels.
3. Promotional opportunities.
4 Diawversity of programs.
5 The wariety of work schedules awvalable.
Pracess Objectives: Establizh specific career paths for those staff who wish to make Loz &ngeles County
Enwironmental Health Division thew career choice by offering a diverse and meaningful
exposure to programs within the division.

METHODOLOGY

Events and Activities

In July 2006, met with the Enwironmental Health Leadership Team (EHLT) to dizcuss retention and recritment
158UES.

On Decemnber 12, 2006, met with the EHLT and the County Administratree Officer (CAD), Compensation Tt to
discuss retention and recnutment activities.

O January 18, 2007, met with the Teamsters Union 911 hargaining representatrves and the CAO to discuss

retentiot: and recrtment 155185,

NEXT STEPS

1. Hawe turther meetings to build a collaborative effort between EHLT and the union to develop career paths

for those who want to make Environtmental Health their career,
2. Educate program directors and superwizors onthe henefits of hawing a diverse and experienced staff who can

hatndle multiple environmental health 1ssues.
3. Inform emplovees of the benefits of having a diverse background and prospects of future promotional

opportunities.
4. Make thiz a wolunteer progratn ih having a career i Los Angeles County.
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